The Effect of Leadership and Supervisory Commitment to Organizational Performance  by Zehir, Cemal et al.
 Procedia - Social and Behavioral Sciences  58 ( 2012 )  207 – 216 
1877-0428 © 2012 Published by Elsevier Ltd. Selection and/or peer-review under responsibility of the 8th International Strategic Management Conference
doi: 10.1016/j.sbspro.2012.09.994 
8th International Strategic Management Conference 
The Effect of Leadership and Supervisory Commitment to 
Organizational Performance 
Cemal ZEHIRa, Yasin SEHITOGLUb, Ebru ERDOGANa 
 
aGebze Institute of Technology, Kocaeli, 41400, Turkey 
b Gazi University, Ankara, 06500, Turkey 
 
Abstract 
There has been a great interest in terms of leadership and its effects in the organization. Apart from leadership style, organizational 
commitment is emphasized as another important factor that affects organizational performance. As employees are satisfied, they 
desire to stay with the organization and work for it willingly. In our study we expected to find out significant relationship through 
dependent variables (supervisory commitment and organizational performance), and independent variable as leadership styles in the 
case of transformational, transactional, and laissez-faire leadership in Turkey. Another goal of our study is to reveal the mediating 
effect of commitment to superior.  It is noted that our study is based on a survey of 1019 people who work in companies in Turkey 
and analysis results represented that the mediating effects of leadership types on organizational performance. Further, we compared 
relationship between the factor analysis, reliability, correlations and regressions. Consequently, our hypotheses are supported and 
positively related. 
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1. Introduction 
The aim of this study is to survey the association between supervisory commitment and leadership type in the case 
of transformational, transactional and laissez-faire. Further, we examined the organizational performance through 
these variables. It is noted that this examine is based on a survey of 1019 people and the analyses were conducted for 
comparing relationship between factor analysis, reliability, correlations and regressions. The sample of this study 
consists of different sectors such as health, banking sector, production sector, and other sectors. Participants were 
given the questionnaire, have answered and returned it. The findings of the analysis reveal that all hypotheses are 
supported and positively related.   
 
The purpose of this study is to identify the mediating effect of commitment to superior in terms of affective and 
normative commitment on the association between leadership in the case of transformational, transactional, and 
laissez-faire, and organizational performance in organizations. According to this purpose, we research the related 
literature and for this study we developed a research model and hypotheses, we made numerous analyses. This study 
revealed the causes and the results of these variables. 
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Under the light of these findings, practical implications of the study for company managers and suggestions for the 
future research are discussed.  We proposed that commitment results from a combination of affective and normative 
commitment. However, commitment to superior is especially studied in this study.  We highlight how the employees, 
operations, and firm performance affected by leaders behaviors.  
 
2. Literature Review and Hypotheses  
2.1.Leadership  
Leadership style has been a challenging topic for organizational effectiveness. Therefore different leadership styles 
have been studied across several decades and in the 
a modern theory which was proposed by Bass This model is consisted of three types as Transformational, 
Transactional, and Laissez-Faire Leadership (Bass, 1990; Gordon, J.R. 1993; Bass & Avolio 1994; Glad and Blanton, 
1997; Pillai  et al., 1999;   Greenberg & Baron, 2000; Sosik & Godshalk, 2000, Eren, 2010; Lather et al., 2009; Giri & 
Santra, 2010). 
2.1.1. Transformational Leadership 
Transformational leadership was developed by Bass in 1985 on account of stating behavior and characteristic to 
provide organizational change and stability while transformational leadership is comprised of idealized influence, 
individual consideration, intellectual stimulation, and inspirational motivation (Bass, 1990). Gordon (1993) described 
transformational leader as a person who starts organizational change by explainin
Within this process transformational leaders prevent resistance to change, support followers to define problems and to 
promote solutions by convincing organizational members on the necessity of revival for fundamental changes in 
organization. Transformational leaders try to persuade followers that they are powerful enough to coping with 
individual needs and personal development which turn out to establish close relationship with employees. Leaders pay 
feel more special, motivated and encouraged. By this way, there is an enhancing effect on the success of the 
employees (Greenberg & Baron, 2000). Transformational leadership is also explained for displaying higher 
to come to terms with 
team mission and goals and also the continuity of this process. Leaders encourage employees to see beyond what they 
already have (Bass, 1990). 
2.1.2. Transactional Leadership 
According to Bass (1985), transactional leaders lead to employees by rewarding. The desired performance is based 
on when a leader explains what are aims, goals, results, and rewards to employees who achieved in their work. 
Transactional Leadership is consisted of contingent reward, active management by exception, and passive 
management by exception. Contingent reward leadership may put forth a result of developmental plan, may explain 
why they desire to success, when they get the results, they will reward them for good performance (Sosik and 
Godshalk, 2000). Employ
fulfill these requirements are explained explicitly (Pillai et.al, 1999). Transactional leaders choose the way of leading 
fective ongoing process. Leaders, who adopt this approach, especially 
reward employees with money, status and promotion while they pay less attention to creative and innovative acts 
(Eren, 2010).  
2.1.3. Laissez-Faire Leadership 
Laisses-Faire Leaders give group members the freedom to make their own decision in any process as leaders play 
no leadership role to subordinates (Griffin, 1993).  Laissez- Faire Leaders need the less of management authority, 
leave responsibility to subordinates to decide goals, plans, and programs by their own within the source of possibility. 
In other words, laissez faire leaders do not take the responsibility and   give subordinates the authority to use (Eren, 
2010). Laissez-Faire Leaders do not form any control mechanism on group members, and they are completely free to 
take any decision (Vugt et. al., 2004). 
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2.2.Organizational Commitment 
Commitment is a conscious behavior of partially. Individuals have attitudes as identifying with a person, a 
corporation, and an action. It is almost impossible to change in these attitudes in the case of consequences (Becker, 
1992).  Commitment is a whole of being and remaining a member of organization, having desire to strive for the 
organization, and beliefs in organizational goals, and values.  Moreover, it is like feeling a member of a family (Dubin 
et al., 1975; Steers, 
which expressed the psychology of commitment in various ways that might be measurable, conceptualized, and 
classified in three groups. Such as: affective attachment, perceived costs, and obligation. Organizational commitment 
divided into two groups such as emotional and continuance commitment by Allen and Meyer in 1990. In their further 
study they classified in three dimensions as emotional, normative, and continuance commitment in 1990 (Meyer et al., 
2002). However, in examining the relation between commitment and performance, we chose to look at affective and 
normative commitment. Because continuance commitment might be known as employees who perceived lack of job 
alternatives and the necessity of the circumstances, they maintain to be a member of the organization and perform 
required minimum level of performance in terms of those organization that reveal an undesirable type of 
(Allen & Meyer, 1990;  Meyer & Allen, 1997; Meyer et al. 2002). Therefore, in our study we have 
chosen affective and normative commitment dimensions.   
The main factor that makes employees pleased to be a member of the organization and commit to the organization 
emotionally is on account of the congruence of values and goals through individual and organizational level (Weiner, 
1982). When employees with affective commitment feel a member of an organization, the organization means to them 
meaningful and valuable. Which is why, employees are proud of being with the organization as well as pleasure (Allen 
& Meyer, 1990; Meyer & Herscovitch, 2001). Affective commitment is an attitudinal phenomenon about personal 
characteristics and job- (Mir et al., 
2002).  Influence on attitudes that the formation of affective commitment are colleagues, the job itself, and 
organization characteristics might be affected of individual perception significantly (Mathieu & Zajac, 1990).   
Organizational commitment is the driving force behind the organizational success. In related literature positive 
relationships were found between organizational commitment and work performance, organizational compliance, 
efficiency, quality, and job satisfaction, while 
absenteeism (Becker, 1992; Mathleu & Zajac, 1990; Meyer & Allen, 1997). Organizational commitment increases 
relationship between organizational commitment and organizational success, and performance (Burgess & Turner, 
2000; Allen & Grisafe, 2001). 
2.2.1. Supervisory Commitment 
In organizational commitment literature the scope of the studies were elaborated and researchers confirmed that 
employees might commit to organizations, superiors, jobs, and working units (Becker & Billings, 1993; Hackett, 
Lapierre & Hausdorf, 2001; Wasti & Can, 2008). Employees feel more close to superior than organization, when they 
see the organization as a whole (Wasti and Can, 2008).  According to Bentein, Stinglhamber, and Vanderberghe 
(2010), employees who display higher levels of organizational commitment are rewarded by their supervisor and for 
this reason it might increase their commitment to the organization. Moreover, employees who are under the influence 
of supervisor will show more loyalty to their superior than to the organization (Cheng et al., 2003).  Even though there 
are several commitment type, commitment to superior is the most influential one (Meyer & Allen, 1997; Becker & 
Billing, 1993; Becker et al.,1996; Gregersen, 1993).  
According to Cheng et al. (2003) whether an employee decides to stay or to quit and feels satisfied or 
unsatisfied,the commitment to his/her supervisor would be considered as an important factor, in addition to his/her 
organizational commitment. They also found a positive relationship between supervisory commitment and job 
performance. As we had the same thought, our study focused on especially commitment to superior. 
H1: There is a significant relationship between transformational leadership, transactional leadership, and laissez-
faire leadership and supervisory commitment. 
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2.3.Organizational Performance 
Firm performance may be affected of different factors such as company management, investment opportunities, 
justice, commitment, or leaders. To achieve the desired product and service in limited time, quality, and cost in a kind 
of way means that organizational performance and this also means efficiency.  Fuentes et al. (2004) studied about the 
relationship between performance and total quality management (TQM), and organizational performance is comprised 
of three dimensions, namely; financial, operational, and employee performance, and they considered organizations as 
an open system which means organizations environment such as dynamism, munificence, and complexity may have 
influence on its performance. Individual performance is highly needed to accomplish the task for organizational goals 
Obviously individual performance indicate employee performance and their capability, desire, ambition, and etc.  
Fuentes et al. (2004) found a positive effect of teamwork on employee performance while a negative relationship was 
found between financial performance and teamwork. However, customer focus and continuous improvement have a 
positive influence on financial performance. On the other hand, Rahman and Bullock (2005) also searched for the 
association between organizational performance and TQM elements which were workforce commitment, shared 
vision, customer focus, use of teams, and cooperative supplier relations that positively related to performance.  
Therefore, we studied organizational performance as a whole which indicated quality, operational, and employee 
performance in our study. Our first goal is to find out the relationship with leadership who is highly effective on 
employee and so organizational performance. Secondly, the relationship with commitment to superior and its effects 
on performance are also studied.  
 
H2:  There is a significant relationship between supervisory commitment and organizational performance. 
H3: There is a significant relationship between leadership types and organizational performance. 
H4: There is a mediating effect of supervisory commitment on the relationship between leadership types and 
organizational performance. 
3. Methodology 
3.1. Research Goal 
In this survey we aim to identify the relationship between independent variable as leadership types and dependent 
variables as commitment to superior and organizational performance. On the other hand, the mediating effect of 
organizational commitment as commitment to superior on the relationship between leadership style and organizational 
performance. To test the propositions, a field survey using questionnaires was conducted. 
3.2. Sample and Data Collection 
The study was conducted in Turkey. The aim of the study is the effect of supervisory commitment on the 
relationship between leadership types and organizational performance in the research. In this study, we gathered data 
from a sample of 1019 people who work in national and multinational company and data were gathered by meeting 
with the people face-to-face or via email. The collected data were analysed by the Statistical Package for the Social 
Sciences (SPSS) computer program and version 17.00 for the evaluation of our data. Factor analysis, correlation 
analysis, reliability tests, the means of the variables and regression analysis are used to analyse the relationship 
between variables of the research model.   The frequencies of demographic variables were analysed after that the 
average and standard deviations were calculated. The results are presented in Tables.  
 
The constructs in our study are developed by using measurement scales were taken from prior studies and all of 
them are measured by five-point Likert scales ranging from (1) strongly agree to (5) strongly disagree was used. Data 
were gathered by meeting with the people face-to-face or by email. Data were collected from the employees of distinct 
Manufacturing Industry 43,2%; Finance and Banking 23,1 %; Health Industry 11,2 % ; and others 
22,6 %). -30 with 44,7%, the lowest rate more than 50 years old  
with 3,2%. Almost half with 47,8 % of the participants are staffs, while technical staffs are at 19,5%, high level 
manager  is at 7,3%.  One third of the participants (37,4%) have at least university degree, while 10,6% of the 
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employees have postgraduate, doctorate degree.  Another remarkable rate is about less than 5-year working experience 
with 36,5%, and more than 15-year experience with 10,6%.  Lastly, 53,7% of  respondents are males.  
3.3. Analyses and Results 
To measure leadership style, 33 item-scales of Bass (1990) was used. Commitment to superior measurement scale 
was taken from Wasti (2008) which was measured with 9-item. Further, organizational performance questions were 
adapted from distinct scales which were developed by Fuentes et al. (2004), Rahman, et al. (2005), and Kaynak  
(2003) and were measured with 12-item. As can be seen in Table 1, three leadership dimensions emerged from the 
factor analysis as expected in the case of transformational, transactional, and laissez-faire leadership. However, even 
though there should be two dimensions of commitment to superior in the case of emotional and normative 
commitment, we could not have the distinction.  The factor loadings for leadership types, commitment to superior and 
organizational performance items are displayed in Table 1, while total variance is shown below the table with 
59,037%. 
 
Table 1:  Factor Analysis Results 
ITEMS                                                                     Components 
 F1 F2 F3 F4 F5 
Goes beyond self-interest. ,507     
Displays power and confidence. ,648     
Talks optimistically. ,637     
Express confidence. ,756     
Talks enthusiastically. ,702     
Arouses awareness about important issues. ,736     
Re-examines assumptions. ,713     
Seeks different views. ,760     
Suggests new ways. ,794     
Suggests different angles.  ,776     
Focuses your strengths. ,736     
Teaches and coaches. ,749     
Individualizes attention and differentiates among us. ,700     
Focuses on your mistakes.     ,766 
Track your mistakes.       ,848 
Concentrates on failures.     ,702 
Puts out fires.     ,612 
Reacts to failure.    ,572  
    ,809  
Reacts to problem, if chronic.    ,781  
Avoids involvement.    ,748  
Absent when needed.    ,721  
Avoids deciding.     ,704  
I would be very happy to spend the rest of my career with my current supervisor.   ,572   
   ,627   
Working with my supervisor has a great deal of personal meaning for me.    ,669   
Even if it were to my advantage, I do not feel it would be right to leave my supervisor.   ,774   
It would not be morally right for me to leave my supervisor now.   ,796   
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If I got another offer for a better job elsewhere, I would not feel it was right to leave my supervisor.   ,820   
I feel a personal responsibility to continue working for my supervisor.   ,788   
I would feel guilty if I left my supervisor now.    ,796   
I do not feel any obligation to remain with my current employer.    ,521   
Product/service quality.  ,711    
Productivity.   ,780    
Cost of scrap and rework as a %of sales.  ,693    
Delivery lead-time of purchased materials.  ,704    
Delivery lead-time of finished products/services to customer.   ,716    
Reducing customer complaints.  ,769,    
Level of satisfaction customer.  ,790    
Level of defects in the products/services.  ,772    
Level of employee satisfaction.  ,629    
Level of absenteeism.  ,581    
Employee morale.  ,599    
 
 
 
Table 2 illustrates the reliabilities, mean, standard deviations and correlations for the variables in the study. Hence, 
as can be seen along the diagonal of the correlation matrix, each scale has satisfactory reliability with Cronbach alfa 
above 0, 75. The correlation matrix of the variables shows that all variables are significant and correlated among 
themselves.  Especially as can be seen in the table, organizational performance have affected negatively by Laissez-
Faire leadership. As we expected, employees who have freedom to decide what to do, and do n
authority, organizations will be affected negatively.  Moreover, there is also a negative relationship with commitment 
to superior. In consequences of feeling no leadership role, they do not need to commit anybody for any reason. On the 
other hand, when employees have commitment to superior, organizational performance will be higher an account of a 
positive relationship was found.  
 
Table 2: Correlations Mean, Standard Deviations, Reliabilities 
Variables 1 2 3 4 5 
1Transformational Leadership (0,939)     
2.Transactional Leadership ,222** (0,758)    
3.Laissez-Faire Leadership -,343** ,167** (0,844)   
4.Commitment to Superior ,530** ,104** -,067** (0,914)  
5.Organizational Performance ,476** ,149** -,100** ,516** (0,928) 
Mean 3,5601 3,3741 2,4514 2,8771 3,3178 
SD ,90560 ,93682 ,93076 ,98522 ,83427 
** Correlation is significant at the 0.01 level (2-tailed); * Correlation is significant at the 0.05 level (2-tailed) 
 
In this study, regression analysis is also conducted to test the hypotheses and to define the direction of relations. 
When we examined the Table 3, it can be seen that the two types of the leadership in the case of Transformational 
Laissez- ct on commitment 
-,051;p= ,070) has no effect. However, overall model is significant 
(Adjusted R2=  ,296; p= ,000) ,in so that H1 is supported by regression analysis results.  Moreover, all the regression 
tables also show us the collinearity statistics (VIF); which are acceptable appropriately.    
 
 
Total Explained Variance 59,037%; KMO: 0,944; N: 1019  
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Table 3: Regression Analysis Results on the Relationship between Leadership Types and Supervisory Commitment 
Independent Variables  t Sig. VIF 
Transformational Leadership ,591 -3,632 ,000 1,246 
Transactional Leadership 
Laissez-Faire Leadership 
-,051 
,144 
3,091 
5,388 
,070 
,000 
1,131 
1,219 
Dependent Variable: Supervisory Commitment; Adjusted R2=, 296; F= 143,983; Sig=, 000 
 
Secondly, we studied the relationship between leadership types, supervisory commitment and dependent variable 
as performance; which are illustrated in Table 4 (Adjusted R2=, 229; Sig=, 000).  In the case of the relationship 
between supervisory commitment and organizational performance there is a significant relation that can be seen in 
Table 4 (Model 1; Adjusted R2=, 266; Sig=, 000) so H2 hypothesis is supported. Similarly, two types of leadership as 
Transformational ( 91; p= ,000) and Laissez-Faire ( )  leadership are related to organizational 
performance except Transactional leadership ( ); which has no relationship with performance (p value 
>0, 05). Regression analysis results support H3 hypothesis in so that the overall model is significant (Model 2; 
Adjusted R2=, 229; Sig=, 000).  
 
Table 4: Regression Analysis Results on the Relationship between Leadership Types and Performance 
Model Independent Variables  t Sig. VIF 
1 Supervisory Commitment ,516 19,212 ,000 1,000 
2 Transformational Leadership ,491 15,973 ,000 1,246 
2 
2 
Transactional Leadership 
Laissez-Faire Leadership 
,029 
,063 
,997 
2,076 
,319 
,038 
1,131 
1,219 
Dependent Variable: Performance; *1 Adjusted R2=, 266; F= 369,094; Sig=, 000; *2 Adjusted R2=, 229; F= 101,841; 
Sig=, 000;   
 
Moreover, one of the aims of our study is to find out the mediator effect of supervisory commitment on leadership 
types and organizational performance, so we analyzed the relationship that is shown in Table 5. Obviously, if we 
compare the two tables as Table 4-5, we can see that there is a partial mediator effect of commitment to superior as 
offered in H4. Decreased values indicated the mediator effects significantly. So, H4 is supported by our regression 
results. 
 
Table 5: Regression Analysis Results on the Mediator Effect of Commitment to Superior on Leadership Types- 
Performance Relationship 
Independent Variables  t Sig. VIF 
Transformational Leadership ,274 8,050 ,000 1,744 
Transactional Leadership 
Laissez-Faire Leadership 
,048 
,010 
1,739 
,360 
,082 
,719 
1,135 
1,248 
Commitment to Superior ,366 11,894 ,000 1,426 
Dependent Variable: Performance; Adjusted R2=, 323; F= 122,322; Sig=, 000 
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Depending on the regression analyses results, research model is being shaped as it has been shown at Figure 1 below:  
 
4. Conclusion 
According to the results of our study, there is a positive significant relationship between transformational leadership 
as a sub-dimension of leadership types and commitment to supervisor. In literature transformational leaders are known 
as a leader who behaves in ways that support their followers committing to the organization and motivate them to 
achieve in the organizational goals (Yukl, 1994). Transformational leaders raise and develop their followers interests 
(Bass, 1990). Finding a positive significant association between the 
commitment to supervisor in the case of employees who believe that leaders pay attention to their interests is an 
expected outcome. As  increased, they became well integrated in the 
organization. Due to enabling integrity, commitment to supervisor also increased indirectly.  Moreover, there is also a 
positive relationship between Laissez-Faire leadership which is another sub-dimension of leadership types and 
commitment to superior. In literature it is expressed that laissez-faire leader has no control mechanism on group 
members (Vugt et al., 2004)  on giving freedom to employees is perceived as a situation in their favor. 
Therefore, employees support their supervisor on account of creating an opportunity to voice their original ideas and 
to provide an appropriate work environment. So it was also expected that a positive relationship between Laissez-Faire 
Leadership and commitment to supervisor would exist. Lastly, another leadership variable, Transactional Leadership, 
has no effect on supervisory commitment. Adding to this there is no supporting or rejecting information in related-
literature. 
 
Even though there are sub-dimensions of our variables in terms of commitment to supervisor and organizational 
performance we could not find a distinction between them in factor analysis. For instance, there are two sub-
dimensions in the case of commitment to supervisor, such as normative and affective, so one factor for supervisory 
commitment and; one factor for organizational performance were represented.  Therefore, the association between 
these variables is summarized through single regression table. According to the results it can be said that there is a 
positive relationship between them. There is no supporting or rejecting information in related -literature. It is possible 
to say that there is no problem about the relationship between supervisor and employee because of employee 
performance.  Employee performance is a sub-dimension of organizational performance in our study. Thereby 
supervisory commitment shows that there is no subordinate- superior conflict, and its effect on satisfaction level.  
between these variables. Adding to this, this relationship means that supervisory commitment associates in satisfaction 
with superior and empowerment in taking decision process. However, it focuses on the method of realizing 
supervisory commitment, rather than on how the involvement of the employees generally functions in the organization 
(Wasti & Can 2007). In further studies, if supervisory commitment focu
involvement, the satisfaction level may get higher and the association between commitment to supervisor and 
organizational performance may increase.   
 
Depending on the results, there is a positive significant relationship between Transformational Leadership and 
organizational performance. Transformational leaders enable subordinates to see beyond what they already have, and 
empower them to achieve (Bass,1990; Greenberg & Baron, 2000), because seeing and planning their own future effect 
their success as well as their performance. In the case of Laissez-Faire Leadership, a significant positive relationship 
 
Leadership Types 
 
1. Transformational 
2. Transactional 
3. Laissez-Faire 
Commitment to 
Superior 
1. Normative 
2. Emotional 
 
Organizational 
Performance 
1. Quality 
2. Operational 
3. Employee 
H1 H2 
H3 
H4 
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was found with organizational performance. Laissez-Faire leaders give complete freedom to employees whereas they 
do not display a leader-role on them in processes. Employees feel free and no pressure from supervisor, and this 
situation probably improves employee satisfaction.  Moreover, employees produce more original ideas and reflect 
employee performance positively. Laissez-Faire leaders are known as a leader who allows full freedom to 
subordinates in the decision-making process in literature (Vugt et. al. 2004). Lastly, Transactional Leadership is not 
related to organizational performance, according to our results, and there is no supporting or rejecting information in 
related- literature. 
 
Frazier et al. (2004) stated that the mediator effect could be determined by regression analysis between three 
variables. Thus, when leadership style (independent variable) and supervisory commitment (mediator variable) were 
included in the model, the contribution of leadership that explains organizational performance decreased while that of 
commitment to supervisor increased.  As shown in the regression tables, when only Laissez-Faire Leadership is 
considered, a significant relationship can be seen with organizational performance. However, when Laissez-Faire 
Leadership is considered in case of supervisory commitment, there is no association between Laissez-Faire Leadership 
and organizational performance. Thus, it can be said that the contribution of leadership types to our model decreased. 
The variation of organizational performance can be explained by the variation in leadership types by 22,9%; whereas 
the variation of organizational performance can be explained by the variation in both leadership style and supervisory 
commitment with 32,3%.  Therefore, supervisory commitment has a mediator effect on the relationship between 
leadership style and organizational performance. There is no similar finding in related-literature; it also needs to be 
developed with new studies. In our study, we have only one dimension of organizational commitment, which is 
supervisory commitment; future research may examine commitment to colleagues with organizational performance 
and leadership types. Thus, the differences in commitment to superiors or colleagues may be compared. 
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